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1. Introduction 



1.1 The Civil Service programme for action to achieve equality of opportunity for 
people of ethnic minority origin was launched in 1990 by Mr Richard Luce, the Minister 
with responsibility for the Civil Service. It was adopted and is implemented in the firm 
belief that equal opportunities is not only right in terms of the law and social justice, but 
that it brings benefits for organisational effectiveness. Selecting the best available people 
from all sections of the population, and making the best use of their talents, leads both to 
a more effective workforce and to services responsive to the needs of the public. 

1.2 The Prime Minister made clear his continuing commitment to the programme’s 
implementation in his speech to the Windsor Fellowship in September 1991, when he 
gave an assurance that the Government as an employer would lead by example through 
the equal opportunity policies and practices adopted in the Civil Service. 

1.3 The Civil Service programme for action provides a framework within which 
departments and agencies develop, implement and monitor their own individual action 
plans, designed to meet their particular needs and objectives. The role of the Office of 
Public Service and Science (OPSS) is to provide advice and guidance where appropriate, 
to develop and spread best practice and to monitor progress Service-wide. 

1 .4 This report, the second under the programme for action on race, summarises the 
continuing progress made between April 1991 and April 1992 in its implementation across 
the Civil Service. Like last year’s it takes a dual approach, focusing on both the strategies, 
policies and procedures adopted by departments and agencies to increase equality of 
opportunity for people of ethnic minority origin and the outcomes which these initiatives 
help to achieve. 

1.5 The report emphasises the essential role of monitoring. The importance of 
selection on merit and the need for fair and open procedures have been recognised for 
many years in the Civil Service, but it is only possible to know whether these principles 
are being put into practice and equality of opportunity afforded to all if outcomes are 
monitored. Monitoring itself can be a useful tool only if outcomes are measured 
against well-founded expectations of what the results should be and any remaining 
barriers to equal opportunity, however unintentional, identified and addressed. 

1.6 Monitoring and the use of numerical goals or targets are recommended in the 
Employment Department’s ten-point-plan for employers on equal opportunities , launched 
this year by the Secretary of State, and in the Civil Service programme for action, where 
they are called projections. This approach was endorsed by Mr Robert Jackson, 
Parliamentary Secretary, OPSS, whenhe addressed the annual conference of departmental 
and agency equal opportunity officers at their conference in May this year. It is important 
to make the distinction between equal opportunity goals or targets on the one hand and 
quotas, with which they are sometimes confused, on the other. Quotas are likely to 
involve unlawful discrimination in favour of particular groups, and have no place in the 
Civil Service. In contrast, equal opportunity goals or targets are realistically calculated 
estimates of the application and success rates of particular groups, in areas such as 
recruitment and promotion, or projections of ethnic minority representation atparticular 
grades, given full equality of opportunity. They are used, as in any other area of activity, 
to focus attention on outcomes; their achievement is not mandatory. 
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1.7 Improvements in outcomes, achieved through improved equal opportunity 
procedures, depend of course on the opportunities for putting such procedures into 
practice. The Commission for Racial Equality (CRE) pointed out in its 1991 Annual 
Report that the effect of the economic climate on levels of recruitment and promotion 
has made it very difficult - even for employers with well developed equal opportunity 
strategies - to achieve their targets for staff in post. The Civil Service, while committed 
to ensuring equality of opportunity, is not immune to these effects. There have been 
improvements in the representation of ethnic minority staff over 1991-92, but they have 
been smaller than hoped for, except in the lower grades, where most movement has 
occurred. Relocation has taken a number of departments away from London, where 
ethnic minority representation is higher than in other parts of the country, and this, too, 
is likely to affect the rate of increase in the representation of ethnic minority staff. 
Nevertheless, there is good progress to report. 



1.8 Progress achieved in 1991-92 includes: 

• an increase in ethnic minority representation overall; 

• an increase in ethnic minority representation in managerial grades, at Executive 
Officer (EO) level and above; 

• increases in ethnic minority representation in most regions; 

• race action programmes in place in most departments and agencies; 

• most departments and agencies monitoring recruitment and promotion 
procedures; 

• a number of initiatives to provide training for, and increase the accountability of, 
top management for achieving organisational equal opportunity objectives; 

• all departments and agencies incorporating equal opportunities into induction, 
recruitment, promotion, appraisal and management training courses; 

• most departments and agencies providing equal opportunity training for 
personnel, trainers and equal opportunities staff; 

• targeted and positive action to help address the under-representation of ethnic 
minority staff in particular types of work, where appropriate under Sections 37 
and 38 of the Race Relations Act 1976; 

• departments and agencies taking positive steps to improve contacts and the 
image of the Civil Service with ethnic minority communities, to ensure that they 
attract the best available people from all sections of the population. 
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2. Policy, programmes and commitment in a 
changing environment 



Delegation and 
accountability 



2.1 All but three departments now have in place action plans to increase equality of 
opportunity for people of ethnic minority origin. Agencies, which have been set up in 
recent years under the Next Steps initiative, either adopt the policies and plans of their 
parent departments or develop their own. Employment Service and Benefits Agency, 
which both employ over 40,000 staff, have their own, as have some smaller agencies such 
as Central Statistical Office, Ordnance Survey and Meteorological Office which, after 
initial ly following the Ministry of Defence action plan, is now discussing its own with its 
trade unions. The star charts at annexes A and B indicate the key actions being taken by 
each department and agency. 

2.2 To ensure the effective implementation of equal opportunity policies, action plans 
and progress under them need to be monitored and reviewed on a regular basis. Many 
departments and agencies review progress at least annually, report on this to management 
and trade union sides and revise their plans in the light of developments. Department of 
Health, for example, circulates its action plan annually to all managers, along with 
guidance on what is expected of them to ensure the plan’s effective implementation. 

2.3 The best action plans include goals and timetables and make clear who is accountable 
for their achievement. Last year’s report noted the steps being taken in two agencies, 
Employment Service and Benefits Agency, to increase line managers’ contribution to the 
achievement of organisational equal opportunity objectives. The Service-wide trend 
towards decentralisation and increased delegation, not just to, but within, departments 
and agencies, has seen further delegation of formal responsibility for implementing equal 
opportunity policies. In Customs and Excise, for example, regional Collectors, each of 
whom has a local equal opportunity officer, now have responsibility for drawing up, 
implementing and monitoring their own equal opportunity action plans. Many regions 
have developed their own policy statement, which is given to all staff and new recruits to 
the region along with the name of the local equal opportunity officer. 

2.4 The heads of all Inland Revenue’s 34 Executive Offices are also required to draw 
up and implement equal opportunity action plans, which will be reviewed centrally on an 
annual basis. In Ministry of Defence, equal opportunity goals have been included in the 
departmental planning process and comprehensive guidance circulated to all main 
management areas and personnel branches on their responsibilities and how to fulfil 
them. Elsewhere, as in Departments of Environment and Health, equal opportunity 
liaison officers have been appointed to help ensure the effective implementation of equal 
opportunity policy in each directorate and to provide a link between local management 
and the central equal opportunity unit. 

2.5 Delegation of responsibility for equal opportunities has implications for training, 
information technology and the allocation of resources. Local equal opportunity officers 
need to be clear about their role and responsibilities, and given guidance and training in 
how to help the organisation achieve its equal opportunity objectives. Inland Revenue 
ran equal opportunity seminars for all its Heads of Divisions, attendance at which was 
made mandatory by the Chairman of the Board, and is providing training for local equal 
opportunity officers. Employment Department Group and Department of Social 
Security have, for a number of years, held annual conferences for their local equal 
opportunity officers, to keep them up to date on equal opportunity developments; other 
departments and agencies, such as Customs and Excise, Department of the Environment 
and Contributions Agency are now following suit. Where local equal opportunity 
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officers are to be made responsible for reviewing equality of opportunity within their 
directorates, they will need access to information on the ethnic origin of staff and the 
information technology to monitor personnel procedures such as recruitment, appraisal, 
promotion and access to training and development. 



T op management 2. 6 Equal opportunity responsibilities, whether or not they are delegated to local areas 

commitment and directorates, are often seen as having to compete with operational demands for 

resources, such as staff time; in these circumstances progress on equal opportunities will 
often depend on the priority it is accorded. Many departments and agencies have 
addressed this issue by incorporating equal opportunities into their organisational plans 
and objectives. They have also emphasised the priority to be given to this area by 
circulating their equal opportunity policies and action programmes to staff, accompanied 
by statements of commitment from their Permanent Secretaries or Chief Executives. 
While these public declarations are to be welcomed, it is often the actions and resources 
which follow them up that signal to staff and managers the real importance attached to the 
achievement of equal opportunity objectives, compared with the many other initiatives 
and changes being introduced at the present time. Getting across the message, that equal 
opportunities can contribute positively to the achievement of operational goals and 
effective service delivery to all sections of the population, should help managers to 
appreciate that there need be no conflict between equal opportunity and operational 
objectives. Regular, high profile coverage of equal opportunity initiatives in staff 
newsletters helps to reinforce this message and overcome any impression that equal 
opportunities is just ‘flavour of the month’. The attention which top management 
continues to pay to equal opportunities, after the policy statement and plan are issued, is 
also important. The Director of Public Prosecutions, for example, makes a point of 
discussing local progress on equal opportunities with each Chief Crown Prosecutor as 
part of her programme of visits around the country. 

2.7 A number of departments are introducing ‘people’ initiatives, in recognition of the 
importance of human resource development to effective service delivery, and 
acknowledging that equal opportunities has a key role to play in the development of more 
people-oriented organisational cultures. In Inland Revenue, for example, equal 
opportunities is seen as an essential element of ‘caring for staff, one of its four key 
organisational concerns. To meet their performance targets under the new appraisal 
system being introduced in that department, managers will be expected to fulfil this aspect 
of their responsibilities as well as the business elements of their plans, which in the past 
have often been accorded greater priority. A number of other departments and agencies, 
including parts of Employment Group, assess the effectiveness of managers on their 
performance in helping to achieve equal opportunity, as well as other objectives. 

2.8 Ethnic minority consultative groups were set up in a number of departments in 
1989 to discuss the introduction of the Civil Service programme for action on race. Since 
then these and other groups have become established and are consulted on the development 
and implementation of local equal opportunity policies and action plans. The ethnic 
minority consultative groups do not replace, but run in parallel with, the usual trade union 
consultation on equal opportunities. Some trade union ethnic minority consultative 
committees have developed links with these groups and trade union members often 
participate in them. Departments and agencies have found consultative groups helpful in 
alerting them to issues of particular concern to ethnic minority staff. Ethnic minority staff 
have found them a valuable way of making their voice heard and getting concerns 
addressed. In Ministry of Defence, for example, the steering committee of their ethnic 
minority discussion group met with top management to discuss a range of issues, 
includingthe image of the departmentwith ethnic minority communities, the progression 
of ethnic minority staff to senior grades and relocation. Top management then took steps 
to ensure that follow-up action was taken in a number of these areas. In some departments 
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Consultation with 
ethnic minority staff 



Performance through 
people 



Handling complaints 



Public appointments 



staff surveys are used to gauge staff attitudes. These are usually conducted anonymously, 
but it is helpful to ask the ethnic origin of respondents in order to obtain information on 
the views and concerns of particular groups of staff. 

2.9 A key aim of the programme for action on race is to provide a workplace 
free from discrimination and harassment. It is recognised, however, that such incidents 
may occur from time to time. Staff may judge the organisation’s commitment to equal 
opportunity by its ability to investigate and resolve promptly and fairly individual 
complaints of discrimination and harassment and, where substantiated, deal appropriately 
with the perpetrators. All departments and most agencies now have in place procedures 
specifically to deal with complaints of discrimination and harassment. Details of these 
procedures and how to make a complaint are notified to staff in leaflets, as in Advisory, 
Conciliation and Arbitration Service (ACAS), Ministry of Agriculture, Fisheries and 
Food, and Lord Chancellor’s Department, and through staff notices and handbooks. 
Most have been, or are, in the process of being revised in line with best practice guidance 
issued by OPSS. In Employment Department Group and in some regions of Customs 
and Excise equal opportunity advisers or contact officers are being trained to deal with 
complaints of racial and sexual discrimination and harassment. As well as delegating 
responsibility for handling complaints of discrimination and harassment, Customs and 
Excise has in some cases delegated responsibility for the financial consequences of any 
discrimination. Racial discrimination and harassment are disciplinary offences throughout 
the Civil Service. In serious cases such behaviour can, and has been known to, lead to 
dismissal. 

2.10 The programme for action on race covers public appointments as well as employment. 
At the launch of the Opportunity 2000 initiative on women in employment, the Prime 
Minister indicated his commitment to increasing the representation of women in public 
life through the public appointments system. He subsequently wrote to Ministers in 
departments asking them to set targets for increasing the representation on public bodies 
both of women and of people from ethnic minority communities. Details about the 
number of public appointments held by members of the ethnic minorities is being 
collected, and will be published in the 1992 edition of Public Bodies. 



5 



Printed image digitised by the University of Southampton Library Digitisation Unit 



3. The position of ethnic r linority staff in 
the Civil Service 



Representation by 
grade/level 



3.1 The overall representation of ethnic minority staff in the Civil Service continued 
to increase over the year from 4.7% in April 1991 to 5% in April 1992. This compares 
with 4.2% in 1989, and the latest benchmark figure of 4.2% for the economically 
active population.* 

3.2 Table 1 shows ethnic minority representation by grade level for each year since 
1989, the first in which Service-wide ethnic origin data became available. This indicates 
that there have been increases in representation at most grade levels and that the 
proportion of ethnic minority staff in management grades, that is at Executive Officer 
(EO) level and above, increased from 2.6% in 1991 to 2.8% in 1992 and at Grade 7 level 
from 1 .6% to 1.8%. While a black woman was promoted during the year to Grade 3 level, 
overall representation in senior grade levels 1-7 increased only marginally, from 1.81% 
to 1 .82%. The reduction at Grade 4 level appears to have been due to retirements and that 
at Grade 6 level due, at least in part, to promotions to Grade 5 level. The latter are not fully 
reflected in the table because of adjustments in HM Treasury’s classification of Principal 
Crown Prosecutors.** It is possible that this may have contributed also to the 
considerable increase in representation at Grade 7 level. As indicated in Chapter 1, lower 
turnover made it difficult for many departments and agencies to achieve the increases in 
representation at more senior levels, which they might otherwise have expected from their 
improved procedures. 



Table 1. Service-wide representation of ethnic minority respondents as a percentage of total 
respondents at each grade level, 1989 to 1992 



Grade level 


1989 


1990 


1991 


1992 




% 


% 


% 


% 


1-2 




_ 


_ 


_ 


3 


- 


- 


- 


0.2 


4 


0.7 


0.6 


0.6 


0.0 


5 


1.8 


1.8 


1.7 


1.8 


6 


2.2 


2.4 


2.9 


2.2 


7 


1.2 


1.5 


1.6 


1.8 


SEO 


1.2 


1.4 


1.5 


1.7 


HEO 


1.7 


1.8 


1.9 


2.1 


EO 


2.9 


3.1 


3.4 


3.6 


AO 


5.6 


6.1 


6.5 


7.0 


AA 


6.5 


6.8 


7.1 


7.3 


Total G7 and above 


1.5 


1.7 


1.8 


1.8 


Total EO and above 


2.3 


2.4 


2.6 


2.8 


Total AO and AA 


5.9 


6.4 


6.7 


7.1 


Total 


4.2 


4.5 


4.7 


5.0 


Figures are for 1 April 


in each year. 









The data used in this report are provided by Personnel Statistics Division in HM Treasury from the central 
computerised record system, MANDATE, and cross-checked with departments and agencies. 



* Source: Latest Labour Force Survey Average for 1989-91 , to be published in Employment Gazette, 
January 1993. The economically active population includes people aged over 16 who are either in 
employment, including self-employed, or who are unemployed. 

** The figures in Table 1 reflect the fact that Principal Crown Prosecutors, who until 1991were treated 
for HM Treasury s statistical purposes as Grade 5 equivalents, are now treated as Grade 7 equivalents. 
This has not affected the people in these jobs. 
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3 .3 One of the initial, Service-wide objectives under the 1 990 programme for action on 
race was to increase ethnic minority representation at Executive Officer level, the first 
grade at which there is under-representation compared with numbers in both the 
workforce and the economically active population. Focusing attention here has helped to 
increase the numbers of ethnic minority staff at this level by about 300 and representation 
from 3.1% in 1990 to 3.6% in 1992. Departments and agencies have taken a range of equal 
opportunity initiatives, covered in more detail later in the report, to achieve this objective. 
In a number of cases, for example in Land Registry and Crown Prosecution Service, they 
have set and achieved, or even exceeded, specific equal opportunity projections for ethnic 
minority representation atEO level. Central Statistical Office missed its projection by one 
person because three ethnic minority Executive Officers had been promoted to Higher 
Executive Officer (HEO). The reduced representation figures at HEO level overall, 
however, together with the significantly lower promotion rates of Asian staff to HEO, 
detailed in Chapter 5, suggest that it may now be appropriate to focus particular attention 
also on access to the HEO grade. Employment Service has already set itself targets for 
ethnic minority representation at this level. 

3 .4 Annex C consists of two tables, T able (a) showing the representation of each racial 
group at main grade levels and Table (b) showing the distribution of staff of each racial 
group across main grade levels. Annex D also shows staff of the main ethnic groups 
broken down by main grade levels. From Table (a) it can be seen that staff of Asian origin 
make up 2.7% of staff overall compared with 2.6% in 1991, black staff make up 1.9% 
compared with 1.8% in 1991, and other ethnic minority staff 0.4%, much the same as in 
1991. Making comparisons across racial groups, as shown in Table (b) and AnnexD, 5.6% 
of white, 0.9% of black and 2.3% of Asian staff are at Grade 7 level and above, as are 19% 
of white, 4% of black and 8% of Asian at Higher Executive Officer/Senior Executive 
Officer (F1EO/SEO) level. At EO level the differences in the proportions are smaller; 25% 
white, 15% black and 19% Asian, but at clerical levels they are 50% white, 80% black and 
71% Asian. Overall the figures show small improvements in the distributions of ethnic 
minority staff over the last year. The distribution across the grades of staff of other ethnic 
minority origin, those who classified themselves as neither white, black nor Asian, is 
similar to that for white staff. 

3.5 Among black and Asian staff, there are differences in the distributions of staff 
from different backgrounds. A lower, but increasing, proportion of black staff of 
Caribbean origin, for example, are at Grade 7 level and above (0.7%) than of black staff 
of African (1 .2%) and other (1 .7%) origin; a higher proportion of staff of Chinese origin 
are at Grade 7 level and above and at HEO/SEO level (3.5% and 15.9% respectively) 
than of Indian (2.1% and 6.6%), Pakistani (2.3% and 6.6%) Bangladeshi (2.6% and 6.2%) 
and other Asian origin, which includes those of East African Asian origin, (2.5% and 
9.6%). 



3.6 Some of the difference in representation at various grade levels is probably 
due to the different age and service profiles of staff from different racial groups. Black 
and, to a lesser extent, Asian staff tend to be younger and to have been in the Civil 
Service for less time. Forty-nine per cent of black staff, for example, are less than thirty 
years old, compared with only 28% of white and 34% Asian staff. Only 29% ofblack 
staff have more than 10 years’ service, compared with 52% of white and 37% of Asian staff. 
It is unrealistic, however, to expect time alone to remedy the current under-representation 
of ethnic minority staff at senior levels. There is evidence, discussed later in the report 
(paras 4. 16 and 5. 14), to suggest that ethnic minority candidates are not being recruited 
and promoted to more senior grade levels in the same proportions as those who are 
white. This is why it is important that all departments and agencies take the necessary 
steps to ensure equal opportunity in recruitment, promotion and access to training and 
development opportunities. 
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3.7 While, as mentioned in paragraph 3.2, the most senior civil servant of ethnic 
minority origin is a woman at Grade 3 level, 86% of black and 83% of Asian women are 
concentrated in the lower administrative and support grades, along with 69% of white 
women. At more senior grade levels 13.7% of ethnic minority women work at EO level 
compared with 17.9% of ethnic minority staff overall and 22.1% of white women. Only 
0.6% of ethnic minority women are at Grade 7 level and above compared with 2% of ethnic 
minority staff overall and 1.3% of white women. It might appear from this that ethnic 
minority women experience a double disadvantage. While they should benefit from 
initiatives directed towards increasing equality of opportunityforboth women and people 
of ethnic minority origin, there may be particular issues affecting the opportunities 
available to black and Asian women. Monitoring personnel procedures by race and 
gender, as many departments and agencies now do, will help to identify any particular 
barriers to equal opportunity. Specific initiatives, which recognise the ethnic diversity of 
women staff and applicants, include action by Customs and Excise to ensure that their 
childcare facilities cater for children from different racial and cultural backgrounds and 
recruitment campaigns which they and Lord Chancellor’s Department have conducted. 

3.8 Ethnic minority representation in departments and agencies, overall and by grade 
level, is shown at Annex E. Representation in most is at or above that for the economically 
active population, 4.2%. Where it is lower, the reason in many cases is the location of the 
organisation in an area of low ethnic minority population: ELM SO in Norwich, Department 
of National Savings, Scottish Office and others in Scotland. Similarly, where staff are 
distributed across Great Britain, as in Employment Group, Ministry of Agriculture, 
Fisheries and Food and Department of Social Security and its agencies, representation 
might be expected to be lower than for those departments located primarily in London, 
where ethnic minority representation in the economically active population is 15.8%. 

3.9 Where comparisons with last year’s data are possible, there appear to have been 
increases in overall ethnic minority representation in several departments and agencies, 
including Department of Flealth, 12.9% to 14.9%, and Lord Chancellor’s Department, 
7.2% to 7.8%; decreases in three, Inland Revenue, Department of Education and Science 
and Ministry of Agriculture, Fisheries and Food, and no change in six. Fourteen 
departments and agencies increased ethnic minority representation atEO level, including 
an increase from 3.1% to 4% in Employment Group, and 16 increased representation at 
HEO/SEO level, including Cabinet Office, Department of Trade and Industry and Home 
Office. The three main departments with the highest ethnic minority representation at 
senior levels are Crown Prosecution Service with 5.6%, Department of Social Security 
(without its agencies) 9.7%, and Department of Health, 4.3%. These high levels of 
representation are due largely to the professional nature of the work in these departments 
and the high proportions of senior black and Asian staff in professional grades. The 
limited. Service-wide data available on professional staff suggests that 42% of black staff 
and 21% of Asian staff at Grade 7 level and above are lawyers, while 12% of black staff and 
26% of Asian staff at these levels are medical doctors. 

3.10 T able 2 compares overall ethnic minority representation in the Civil Service with 
that in the economically active population for each of the economic planning regions in 
England with significant ethnic minority populations and in Scotland and Wales. From 
this it can be seen that there have been increases in ethnic minority representation among 
staff in all the main regions in England; in Scotland it has remained constant and in Wales 
it has gone down. In Greater London, the East Midlands and, following a significant 
increase over the year, the West Midlands, ethnic minority representation in the Civil 
Service is greater than in the local, economically active population. Yorkshire and 
Humberside, the North West and Scotland remain the areas with proportionally the 
greatest under-representation of ethnic minority staff compared with the economically 
active population. 
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Table 2. Ethnic minority representation in the Civil Service compared with that in the 
economically active population 







Ethnic minority staff in 




Economically active 






post in Civil Service* 




population benchmark** 




1989 


1990 


1991 


1992 


1989-91 












average 




% 


% 


% 


% 


% 


Greater London 


14.3 


15.5 


16.1 


16.9 


15.8 


Rest of South East 


2.0 


2.2 


2.4 


2.5 


2.6 


East Midlands 


3.4 


3.9 


4.2 


4.5 


3.6 


West Midlands 


4.5 


4.9 


4.9 


5.6 


5.4 


North West Yorks 


1.3 


1.3 


1.4 


1.5 


2.6 


and Humberside 


1.7 


1.8 


2.0 


2.2 


3.0 


Scotland 


0.4 


0.4 


0.4 


0.4 


0.9 


Wales 


0.7 


0.8 


0.9 


0.8 


1.0 


Great Britain 


4.2 


4.5 


4.7 


5.0 


4.2 



* Figures as at 1 April for each year shown. 

** Source: Latest Labour Force Survey Average 1989-91 . To be published iuEmployment Gazette,] anuary 1 993. 



3.11 As indicated already in paragraph 1.7, ethnic minority representation in the 
workforce is influenced by levels of recruitment and ethnic minority representation 
in the economically active populations from which recruitment takes place. Between 
1989 and 1992 overall recruitment dropped by 17% with a drop of 40% in London, which 
has by far the highest ethnic minority population of all the regions. Over the same period 
recruitment in the West Midlands increased by 40%, as did ethnic minority representation 
among new recruits there. Recruitment levels and ethnic minority representation among 
new recruits also increased in the NorthWest and in Yorkshire and Humberside. These 
statistics reflect the effects of the relocation of many departmental and agency offices out 
of London. The increased recruitment of ethnic minority staff in the new locations 
suggests that departments and agencies are following the Government’s Inner City polio 
guidelines in relation to relocations and that they are attracting staff from all sections of th< 
community. The implications for overall ethnic minority recruitment and representatior 
levels of moving to regions with much lower representation in the population need 
to be recognised, however, along with any particular difficulties which existing ethnic 
minority staff are likely to face in relocating. Monitoring applications for transfer or 
promotion to new locations may identify areas of concern around relocation, which need 
to be addressed. 

3.12 Information on the representation of ethnic minority staff in the Civil Service 
was originally obtained through a voluntary survey of all non-industrial staff and is 
updated by information on new entrants and leavers. The percentage of non-industrial 
civil servants on whom ethnic origin information is currently available, and on which 
the information in this report is based, is 82%. This is an improvement on the 1990 figure 
of 75% but shows no increase on that for 1991. While such a response rate may 
be sufficient to provide a broad view of staff in post, a higher response rate is desirable 
for the conduct of more detailed, stage-by-stage monitoring to help improve personnel 
procedures. 

3.13 Increasing the coverage of the ethnic origin database to at least 90% of staff is a 
Service-wide objective under the programme for action. Departments and agencies are 
making efforts to increase their coverage through follow-up surveys of existing staff and 
improved procedures for obtaining and recording the ethnic origin of new entrants. The 
latter include the incorporation of the ethnic origin question into a detachable part of the 
application form. Improved, new entrant response rates suggest that results are being 
achieved in some areas, which should have a positive knock-on effect on overall response 
rates. Inland Revenue and one or two other departments have achieved response rates 
approaching 100% through management classification top-up, a method recommended 
by the CRE. 

9 
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4. Recruitment and retention 



New recruitment 4. 1 Recruitment to the Civil Service is governed by a policy of selection on merit by fair 

arrangements and open competition. Equal opportunity is seen as an integral part of this. Under new 

arrangements introduced in April 1991, all recruitment, except that to Grade 7 level and 
above and to the fast streams, has been delegated to departments and agencies, subject to 
rules laid down by the Minister for the Civil Service in support of the general policy. The 
Civil Service Commissioners continue to approve appointments made to the senior 
grades; they also monitor recruitment by departments and agencies to ensure compliance 
with the Minister’s rules on fair and open competition. The Recruitment and Assessment 
Services Agency (RAS), which assumed most of the executive recruitment functions of 
the former Civil Service Commission, develops selection instruments for use by 
departments and agencies and is currently contracted by the Commissioners to carry out 
much of the recruitment to senior grades, including the fast streams. 

4.2 Information on new entrants to the Civil Service indicates that people of ethnic 
minority origin made up about 8% of new staff in 1991/92. This relatively high 
proportion of ethnic minority new entrants, compared with representation in the existing 
workforce (5%) and the economically active population (4.2%), appears to reflect 
increasing ethnic minority representation among younger people entering the labour 
market. Increased ethnic minority representation among new entrants at Grade 7 level 
and above appears encouraging but the small numbers of new entrants at these levels 
and low response rates limit the reliability of the data. 

4.3 Improved ethnic minority representation among new entrants is also considered 
to reflect the efforts made by most departments and agencies to increase awareness among 
ethnic minority communities of career opportunities and the equal opportunity policy in 
the Civil Service. All departments and agencies include an equal opportunity statement 
or message in their advertisements, and where appropriate use inner city jobcentres and 
the ethnic minority press. Most ensure that their recruitment literature reflects the 
multi-racial composition of the workforce and a number, such as Departments of 
Transport and Environment, are involved in a range of careers liaison initiatives. These 
include developing links with schools and colleges with a high proportion of ethnic 
minority, as well as white, students; participating in COMPACTS in inner city areas; 
providing work experience and holding special careers events. Some are also developing 
contacts with ethnic minority communities , both directly and through local Race Equality 
Councils. Guidance on outreach work has been produced by a consultant, in liaison with 
OPSS and a user group of staff from departments and agencies, and will shortly be 
available for use across the Civil Service. In all these ways departments and agencies aim 
to attract the best available people from all sections of the population. 

Access and recruitment 4.4 Continuing high levels of ethnic minority recruitment at Administrative Assistant 

to clerical levels (AA) and Administrative Officer (AO) levels indicate that few departments and agencies 

experience difficulty in attracting and recmiting ethnic minority staff at these levels. But 
in certain inner city areas, such as Liverpool, ethnic minority staff are under-represented 
at all levels in some departments and agencies, compared with their numbers in the local 
population. In preparation for the opening of their new Headquarters Office close to 
Toxteth in Liverpool, which will create a significant number of jobs, Customs and Excise 
combined with Department of the Environment’s Merseyside Task Force and other 
departments and agencies to provide pre-recruitment training to help attract and prepare 
local people of ethnic minority origin for work in the Civil Service. The training was 
open to all those living in the area but, because of their under-representation in the 
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Attracting ethnic 
minority applicants 



Access and recruitment 
to Executive Officer level 
and senior grades 



workforce, ethnic minorities were encouraged to apply under the positive action provisions 
of the Race Relations Act 1976 * Under this particular training scheme, which was run 
by the local community college, 11 of the 12 trainees obtained a National Vocational 
Qualification in business studies and most of them subsequently competed successfully 
for clerical jobs in the Civil Service. Similar pre-recruitment training courses have been 
run successfully by Department of the Environment in Bristol and Manchester. 

4.5 Health and Safety Executive (HSE) was involved in a pre-recruitment training 
initiative with the West London Task Force (WLTF) and the local Training and Enterprise 
Council (CENTEC). WLTF and CENTEC contributed 80% of the finance for the 
initiative and HSE found it a cost-effective method of attracting good quality applicants, 
about half of whom were of ethnic minority origin, and increasing retention rates. 
Ministry of Defence, which has experienced difficulty in attracting and recruiting ethnic 
minority staff at all levels, is currently evaluating a pre-recruitment training initiative, 
which it ran with consultants and from which 70, mostly ethnic minority, trainees were 
recruited into clerical grades. 

4.6 As well as taking steps to encourage ethnic minority applicants for clerical level j obs, 
particularly where they are under-represented, further action has been taken to ensure fair 
selection at this level. A new selection test has been developed by RAS for entry to 
departments and agencies at clerical level. The new test can be used as a sift for selection 
prior to interview or, under a pilot scheme, as an eligibility criterion which may be used 
instead of educational qualifications. Like all new RAS selection instruments, it is 
designed to be fair for all racial groups and will be monitored in practice. 

4.7 If ethnic minority representation is to increase at senior levels in departments and 
agencies, it is essential that well qualified people of ethnic minority origin are attracted to, 
and have equal opportunity for access to, Executive Officer and fast stream entries to the 
Civil Service. Departments and agencies and the Office of the Civil Service Commissioner; 
(OCSC) have put considerable effort over the past year into encouraging people fron 
ethnic minority communities to consider the careers available in the Civil Service. Apar 
from the initiatives mentioned earlier, OCSC, departments and agencies have: increased 
links with institutions ofhigher education, particularly those which have high proportions 
of ethnic minority students; paid for entries in a career guide for ethnic minority 
graduates; andincreasedtheirparticipationintheWindsorFellowship Scheme, sponsoring 
and providing work experience to help prepare black and Asian undergraduates for careers 
in management. 

4.8 Customs and Excise have produced careers literature in different Asian languages, 
including Chinese, to increase awareness of the career opportunities offered by the 
department and to demonstrate their commitment to equal opportunity. This is aimed 
at the parents and advisers of potential recruits from these communities. Home Office 
set itself a target of 10 ethnic minority recruits out of a hundred or so needed to fill 
Executive Officer posts in 1991 , mainly in the Immigration and Nationality Department. 
It achieved this target through the use of the ethnic minority press, equal opportunity 
statements in advertisements and a positive message to ethnic minority candidates in its 
recruitment literature, which also featured ethnic minority members of staff. 

4.9 Employment Group, in consultation with the Windsor Fellowship, developed and 
ran a pre-recruitment training scheme for people of ethnic minority origin (under section 
37 of the Race Relations Act 1976) prior to the competition for its 1992 Group 

* Under sections 37 and 38 of the Race Relations Act 1976 employers may provide training and/or 
encouragement to people from particular racial groups to prepare them and/or encourage them to 
apply for work in which they are under-represented. Selection itself remains on merit by fair and 
open competition. 
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Management Trainee Scheme. The results were disappointing in that none of the trainees 
was successful. The scheme nevertheless attracted wide positive publicity among ethnic 
minority communities, lessons were learned and a modified scheme will run prior to the 
competition for the 1993 scheme. 

4.10 Pre-recruitment training to help prepare potential applicants for work at more 
senior levels, can be more problematic than at junior levels, because of lower overall 
success rates in the recruitment process and the apparent difficulty in eliminating the 
adverse impact of selection instruments on ethnic minority applicants. The EO access 
training, developed by OPSS, and run by a number of departments, was effective in 
increasing trainees’ scores in the previous EO qualifying test in two pilot schemes. This 
has been adapted for the new test and will shortly be circulated as a training manual for 
use by departments and agencies who wish to run their own pre-recruitment training, 
using section 37 of the Race Relations Act 1976 where appropriate. 

4.11 As far as selection at Executive Officer level is concerned, departments and agencies 
can now choose their own methods, subject to the Minister’s rules on fair and open 
competition on merit. Some are using selection instruments developed by RAS, 
including their new Executive Officer qualifying test and biodata; others, such as 
Customs and Excise and Employment Service, have developed their own. 

4.12 RAS introduced their new EO qualifying test in 1991 in response to the need for 
a more concise, up to date and job relevant selection method at Executive Officer level. 
In the development of this test and of the new biodata questionnaire (which can be used 
alone or as an additional sift mechanism) the objective of eliminating any unfair racial bias 
has been given a high priority. As well as first being tested on a sample of existing staff, 
including those of ethnic minority origin, the test and biodata are being monitored in use 
to establish that they are valid for all groups and do not discriminate unlawfully on grounds 
of gender, race or ethnic origin. Customs and Excise has developed, with RAS, its own 
biodata questionnaire to gear selection more closely to its specific organisational 
requirements. The department has also used high profile equal opportunity recruitment 
advertising, for which it has won awards. Its recruitment monitoring data for the last three 
years show that ethnic minority representation among applicants has increased and that 
their overall success rates are generally in line with those for white candidates. 

4.13 Employment Service has, with HM Treasury agreement, abandoned the usual 
requirement for formal educational qualifications and developed, with consultants, a 
competency based EO selection procedure. This consists of a detailed application form, 
which explains the competencies required for the grade and asks applicants to provide 
information about howthey have demonstrated these in their work and private lives. The 
forms are sifted in line with the guidance provided, thus ensuring consistency, and those 
successful are invited to sit practical work-sample tests based on the jobs they will be 
required to perform if appointed. The entire selection process, which also includes 
structured interviews, is designed to be fair, cost-effective and operated at a local level. It, 
too, is being monitored and evaluated in use. 

4.14 As well as ensuring that written and computer-based, selection instruments are fair 
for different racial groups, considerable emphasis is placed on ensuring that the selection 
interview is fair to all applicants and that candidates are assessed against objective, 
well-defined, job related criteria. Most departments and agencies require all interviewing 
staff to have undergone training which covers equal opportunities. In many cases, such 
as in Lord Chancellor’s Department, staffwho do not achieve a certain standard in practice 
interviews on the training courses are not permitted to sit on interview panels. In others, 
briefing, which covers equal opportunities, and practice interviews are held prior to 
selection board interviews for each competition. A number of departments have 
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Retention 



undertaken to include a person of ethnic minority origin on interview panels wherever 
possible and have encouraged ethnic minority staff to attend interview training. 

4.15 Most departments and agencies are now monitoring recruitment on a detailed, 
stage-by-stage basis, having in some cases developed information systems for use by local 
offices. It is, of course, essential that the reasons behind any significant differences in 
success rates for white and ethnic minority applicants are investigated and appropriate 
action taken to overcome any barriers to equal opportunity. 

4.16 Responsibility for recruitment to Grade 7 level and above and to fast stream entries 
lies with the Civil Service Commissioners. The Civil Service Commissioners’ report for 
1991-92 showed that the success rate for ethnic minority applicants for the Science, 
Professional and Technology Groups, and related grades at and above Grade 7 level, was 
3.2% compared with 4.9% for white applicants. In the Appointments in Administration 
Fast Stream competition, no ethnic minority applicants were successful, while the success 
rate for white applicants was 2%. Despite the efforts of the Civil Service Commissioners, 
through an extensive programme of visits to, and links with, universities and former 
polytechnics, to attract a wider range of candidates and to improve information for 
candidates on the selection process, the fast stream competitions have generally produced 
only small numbers of ethnic minority successes. Monitoring results show that the low 
success rate of ethnic minority candidates manifests itself primarily at the first sift stage of 
selection, not at the assessment centre stage. As a result of research initiated by the 
Commissioners, a revised first stage selection procedure for the Administrative Fast 
Stream is being introduced from October 1992, which it is hoped will improve the ethnic 
minority success rate at that stage, while retaining the ability of the process to identify 
those best able to do the work available. 

4. 17 High staff retention rates should increase staff effectiveness and reduce expenditure 
on the recruitment and training of new staff. The level of voluntary resignations at EO 
and clerical level almost halved over the year from 4.2% in 1990-91 to 2.4% in 1991-92. 
While the retention of ethnic minority staff improved in 1991-92, their resignation rates 
remained considerably higher than those for white staff: 3.6% for black staff (7.8% in 
1990-91), 2.9% (5.3%) for Asian staff, 3.4% (7.6%) for other ethnic minority staff and 2.4% 
(4.1%) for white staff. These figures suggest that departments and agencies need to 
continue to pay attention to equal opportunity in the development and training, as well 
as the recruitment, of all their staff, and to provide a work environment free from racial 
discrimination and harassment. 

4.18 Analysing staff attitudes and reasons for resignations by ethnic origin can provide 
pointers to any underlying problems experienced by particular groups. Early in 1992 
OPSS initiated a survey of resignations in a number of departments and agencies. The 
results will be analysed in the coming year. 
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5. Training and career development 



5.1 Advancement in the Civil Service rests on ability. This requires that all staff have 
an equal opportunity to further their careers, through training, development, 
encouragement and appropriate experience, and that they are assessed fairly and 
objectively on their performance and suitability for promotion. Such an approach benefits 
the organisation, as well as individuals, through the effective development and 
utilisation of its most valuable resource - its staff. 

Training 5.2 Most departments and agencies now have a written equal opportunity training 

strategy and, even those which do not, generally include equal opportunities in their 
overall training policy statements and strategies. Training to increase equality of 
opportunity includes both training for managers and staff to increase their awareness 
of the need for equal opportunities and how to deal with equal opportunity issues, and 
training for staff to ensure that they are given equal opportunity for development 
and advancement. 

5.3 It is encouraging that all departments and most agencies now ensure that equal 
opportunities is covered in all their main courses: induction, annual reporting and 
appraisal, recruitment and promotion interviewing, management and supervision. 
Such training covers not only the requirements of the legislation and the avoidance of 
unlawful discrimination; it aims to raise awareness of the social and business reasons 
for ensuring equality of opportunity, increase understanding of racial and cultural 
differences without reinforcing stereotypes, and provide the skills for managing a diverse 
workforce. While equal opportunity training is normally incorporated into mainstream 
courses, a number of departments and agencies, includingLord Chancellor’s Department, 
Overseas Development Administration and Department ofTransport, are now developing 
and running specific equal opportunity courses for managers, often starting with those 
at senior levels. Others, such as Foreign and Commonwealth Office, have run training 
of this kind for a number of years and are starting to run equal opportunity courses and 
seminars for all staff; in Central Statistical Office this will be mandatory. All new Grade 
3s are expected to attend the Civil Service Top Management Programme, which includes 
equal opportunity training appropriate to these senior posts. 

5.4 Most departments and agencies ensure that all those involved in personnel, training 
and equal opportunity work receive appropriate equal opportunity training. It is 
considered important to ensure that trainers themselves model equal opportunity behaviour 
and that they are trained to deal with any discriminatory attitudes and behaviour displayed 
by trainees on courses. Training courses and materials are equal opportunity proofed to 
ensure that they do not accidentally reinforce stereotypical views of particular groups. 

5.5 A review of equal opportunity training in the Civil Service, conductedin 1988-1989, 
identified problems in this area as a lack of communication between trainers and equal 
opportunity policy makers, trainers’ lack of confidence in handling equal opportunity 
issues and the absence of relevant training materials. The first two issues have been 
addressed through encouraging greater co-operation and consultation between equal 
opportunity officers and trainers in departments and agencies, and organising quarterly 
meetings for equal opportunity trainers, which provide an opportunity to discuss topical 
issues and help spread best practice. To address the need for equal opportunity training 
materials, OPSS had previously produced a trainingvideo and, in 1991-92, published two 
equal opportunity training packs for use by departments and agencies on a range of 
courses. They include exercises on issues such as racial stereotyping, cross cultural 
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communication and designing a fair organisation. They have proved extremely popular 
and are soon to be published for general sale by HMSO. The Civil Service College runs 
courses for trainers in the use of these materials. 

Development 5.6 It is essential that, as well as providing training in equal opportunities for managers 

and staff, departments and agencies ensure that they afford ethnic minority staff equal 
opportunity for development and advancement. This means monitoring and encouraging 
the take-up of training opportunities by different groups, including participation in 
management development programmes, ensuring that ethnic minority staff receive the 
same help and encouragement from line managers as white staff, and that they are 
considered fairly for allocation to jobs which provide particularly helpful experience for 
career progression. 

5.7 The Race Relations Act 1976 makes specific provision for positive action training 
to help offset the effects of past disadvantage. This can address the particular training 
needs of staff from specific racial groups or help prepare people of a particular racial group 
for work in which members of that group are under-represented. 

5.8 OPSS is developing with consultants a training pack for use by departments and 
agencies to help prepare ethnic minority clerical staff for work at EO level, where they are 
currently under-represented. Overseas Development Administration and Office of Fair 
Trading have used the material as part of a pilot scheme, in which they targeted ethnic 
minority staff but did not restrict the training to them alone. The training is currently 
being evaluated prior to publication of the material, both as a manual for trainers ir 
departments and agencies and as a self-help distance learning pack for individual staf 
members. Similar training has been run in Employment Group and in Department o: 
Social Security. In the latter they made use of Section 38 of the Race Relations Act to 
provide training for ethnic minority staff only. Departments of Environment and 
Transport have adapted their usual ‘Developing Potential’ course for all AOs and offer 
ethnic minority staff the option of attending special ethnic minority only courses, where 
the particular workplace issues confronting them can be addressed. Office of Population 
Censuses and Surveys runs one module of its AO development course specifically for 
ethnic minority staff. Department of Health and UKPassport Agency offer, through local 
colleges, training in English for those for whom it is a second language. The Civil Service 
College has now run a number of positive action management development courses for 
ethnic minority staff in junior management grades. These have been well received and 
Customs and Excise has adapted them for use in-house. 

Performance appraisal 5.9 The process known as performance appraisal or personal review is an essential tool, 

used both to manage and develop staff and to help meet the operational needs of 
departments and agencies. To be effective it needs to operate fairly and objectively on the 
basis of merit. All departments and most agencies provide equal opportunity training and 
guidance for staff reporting and countersigning officers. In most cases, too, personnel staff 
are responsible for ensuring that reports do not appear to rely on stereotypical views of 
ethnic minority staff. An increasing number of departments and agencies are now 
monitoring the performance and promotability ratings of staff from different racial 
groups. 

5.10 Three departments volunteered to participate in a research study commissioned by 
the CRE into the effects of appraisal systems on ethnic minority staff. The findings in all 
three showed at least some grades where the ratings of ethnic minority staff were 
significantly different, in all cases lower, than for white staff. Where age and service in 
grade information was available, this did not appear to account fully for the differences. 
The consultants found that both white and ethnic minority staffwelcomed the opportunity 
the appraisal system provided to discuss their development and training needs with their 
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line manager. But they generally considered that the system did not operate in an 
objective way and that assessments tended to depend on the individual’s relationship with 
their line manager. Ethnic minority staff felt that this was likely to put them at a 
disadvantage. The limited data on performance ratings currently indicates that lower 
proportions of ethnic minority than white staff are getting markings in the two highest 
boxes on a 5 box scale. 

5.11 Most departments and agencies are introducing new personal review schemes, 
which are intended to reduce the subjective element in the assessment of staff. This will 
involve assessing them on their achievement of specific, agreed objectives. New rules 
and guidance on personal review, to be issued by OPSS, will specifically highlight 
the need to ensure equality of opportunity in this area, which now provides the basis for 
the award of performance pay as well as influencing opportunities for promotion. 
Performance pay agreements with the main Civil Service Trades Unions also specify the 
need for the design, implementation and management of personal review systems to 
reflect the commitment of the Civil Service to equality of opportunity. 

5.12 The Civil Service policy is one of promotion on merit. Departments and agencies 
take the same kind of action to train promotion panel members and encourage the 
participation of ethnic minority staff as they do for recruitment. Many also provide 
guidance for staff on the promotion process and how they will be assessed at interview, 
including in many cases mock boards and, in Department of Education and Science, a 
special training course for all AOs. Initiatives of this kind can be particularly helpful to 
ethnic minority staff, who may be less familiar with what is expected by the promotion 
panel. Action has also been taken in some departments to review selection criteria, to 
relate the interview more closely to the candidate’s work experience and, through line 
managers or staff notices, to offer encouragement to ethnic minority applicants to apply 
for promotion. 

5.13 Most departments and about half the agencies are collecting ethnic monitoring 
statistics on promotion competitions and these are generally analysed to identify possible 
barriers to equal opportunity. In Office of Population, Censuses and Surveys, for 
example, the analysis highlighted the effect that periods of temporary promotion have on 
promotion success rates, and led to a review of the arrangements for temporary promotion. 

5.14 Service-wide promotion rates for different racial groups to AO,EO,HEO and 
SEO are set out in Table 3. Overall the numbers of promotions in 1991/1992 to all these 
grades, except EO, was lower than in 1990/91. The table shows that, while black AAs 
were more likely to be promoted to AO than white or Asian staff, they and Asian 
staff were less likely than white staff to be promoted to EO, HEO and SEO. The low 
numbers of ‘other’ ethnic minority staff overall, and of black and Asian staff at HEO 
level, limit the significance which can be attributed to some of the figures. Differences 
which are statistically significant are the higher promotion rate of black staff to AO level, 
their lower promotion rate to EO level, compared with white staff, and the lower 
promotion rate of Asian staff, compared with white, to HEO level. The reasons for these 
differences in promotion rates need further investigation. 

5.15 OPSS is planning an in-depth study into the promotion process in a number of 
departments and agencies. This will look at the effects of different sifting and promotion 
systems on people of ethnic minority origin, women and people with disabilities. It will 
also study the interview process and the training and guidance given to applicants and 
panel members, and make recommendations for best practice. The study will be 
conducted by a consultant and part-funded by participating departments and agencies. 
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Table 3. Promotion rates* by racial group for selected grades for year ending 1,4.92 



Grade ** 


White 


Black 


Asian 

(incl Chinese) 


Other 

ethnic 

minority 


Total 

ethnic 

minority 


Total 

respondents 


AA-»AO 


11.4 


14.8 


11.3 


15.7 


13.0 


11.6 


AO-*EO 


5.7 


4.5 


4.9 


6.5 


4.8 


5.7 


(AO-+EO 

1990/91) 


(3.8) 


(3.6) 


(3.1) 


(3.2) 


(3.3) 


(3.7) 


EO-HTEO 


3.4 


2.9 


2.2 


2.6 


2.4 


3.4 


HEO-4SEO 


3.1 


0.0 


1.7 


2.9 


1.6 


3.0 



Source: MANDATE 

* The promotion rate is the number of staff of each racial group who were promoted 
from each grade as a percentage of all staff of that racial group at the lower grade. 



** The data in this Table relate to grades, not grade levels as elsewhere in the report. 

AAH^AO from Administrative Assistant to Administrative Officer 
AO-frEO from Administrative Officer to Executive Officer 
EO-frHEO from Executive Officer to Higher Executive Officer 
HEO-^SEO from Higher Executive Officer to Senior Executive Officer 
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6. Conclusions 



6. 1 Considerable progress continued to be made in the second year of the programme’s 
implementation. Ethnic minority representation increased at most grade levels, although 
reduced levels of i ecruitment and promotion made it difficult to achieve the increases 
which might otherwise have been expected from improvements in practices and pro- 
cedures. 

6.2 Departments and agencies have made significant advances in the provision of equal 
opportunity training to those responsible for selecting, assessing, promoting and 
managing staff. A number are improving their procedures in these areas to ensure fairer, 
more objective assessments, based on the requirements of the job. New selection 
instruments have been introduced and are monitored in use; new appraisal systems 
are being developed which aim to provide more objective assessments of performance 
against agieed taigets; new promotion systems are being introduced, where staff apply 
and are considered for promotion to particular posts, rather than to the grade. The effects 
of these new procedures will need to be monitored and reviewed. 

6.3 Departments and agencies need also to conduct regular reviews of the effectiveness 
of their equal opportunity policies and action plans. Most have improved their ethnic 
monitor ing systems but, in many cases, need to increase their response rates and extend 
monitoring to areas such as appraisal, performance pay and job allocation. They also need 
to look critically at the data they collect, to analyse the reasons for any significant 
differences between groups and to examine why results might not be in line with 
expected outcomes. This should help to identify any remaining barriers to equal 
opportunity and the action necessary to overcome them. The findings from the CRE 
appraisal study and OPSS’s promotion project should help in these areas. 

6.4 An increasing number of departments and agencies are taking positive steps 
to interest people from all sections of the community in the careers they offer. As well as 
enabling them to select the best available people, this is seen, in many cases, as a measure 
which will help in the provision of services which are more sensitive to the needs of a 
diverse population. A number of departments and agencies have participated in 
pre-recruitment training in inner-city areas and, where under-representation exists, 
have taken positive action measures to aim such training at people of ethnic minority 
origin. As Health and Safety Executive found, the costs of this to the department can be 
low compared with resultant savings in other areas, such as increased retention. 

6.5 Perhaps one of the most significant developments is the increased delegation 
of equal opportunity responsibilities to regions and directorates within departments. 
Tackled positively such initiatives have enormous potential for integrating equal 
opportunity into the responsibilities of all personnel and line managers, and increasing 
the resources available to it. But, as mentioned in paragraph 2.5, action needs to be taken 
to ensure that local managers and equal opportunity officers are fully aware of, and 
trained for, their roles and responsibilities, and that they have the information and data 
systems to monitor and review their performance. 

6.6 Incentives are also needed to ensure that equal opportunity is given high priority 
alongside operational requirements. The use of equal opportunity objectives and targets 
and their incorporation into the appraisal system may be effective here. Regular 
manifestations of top level commitment to equality of opportunity are also of key 
importance. 

18 

Printed image digitised by the University of Southampton Library Digitisation Unit 



